suggests that positive expectations and feedback from supervisors and colleagues evoke a so-called Pygmalion effect, influence team performance, and enhance creativity (Tierney & Farmer, 2004) . Creativity in this activity is defined as the production of novel and useful ideas, while effectiveness is based on the overall appeal of a team's creative output (i.e., a drawing).
Although this exercise does not employ any particular technique to stimulate creativity beyond the impact of different environments for some of the groups, it reflects the call for increased attention to creativity and creative problem solving in today's increasingly complex, global work world (Couger, 1995; McGarvey, 1996) . For example, many management texts now include discussion of creativity along with standard techniques for creative problem solving such as nominal group, brainstorming, or mind mapping (e.g., de Janasz, Dowd, & Schneider, 2002) . This exercise can also be used to examine impediments to creativity in the workplace.
Finally, studies have been done on the interaction among leader traits, behavior, and creativity, particularly on the issue of positive versus negative reinforcement (Amabile, 1998; Tierney, Farmer, & Graen, 1999) . This exercise can also serve as a starting point for discussion on the role and impact of leaders, especially informal ones, in groups or organizations.
The Exercise: Overview and History
The exercise is simple. It consists of splitting the class into small groups to draw a picture, having a member designated to act in either a positive or negative manner, and discussing the resulting pictures from each environment. It has been used for more than 5 years in an undergraduate class on creativity and creative problem solving. In addition, it is appropriate for introductory and advanced organizational behavior, and other courses, such as entrepreneurship, where creativity is important. The exercise works well when administered midsemester and after introducing topics related to creativity, like blocks to creativity, unblocking creativity, and dealing with "killer phrases" such as "What bubblehead thought that up?" (Raudsepp, 1980) . The exercise gives students the opportunity to integrate these understandings, practice their new skills, and identify others needed to cope with negative work environments. Scheduling the exercise at this point in the semester can motivate discussion on two important sets of issues: (a) what are the effects of positive or negative environments on group creativity and performance? and (b) how well did students use their "unblocking" skills and how could they have done so more effectively?
In summary, specific learning and instructional objectives for the activity include
• clearly and dramatically demonstrate the real effects of an environment on the performance and creative output, • identify individual and group strategies to deal with a negative environment, • allow students to practice skills, • aid students in recognizing and countering negative environmental forces, and • demonstrate the benefits of positive reinforcement on group performance as measured by its creative output.
Conducting the Exercise
The exercise requires minimal materials and is designed for standard 50-minute or 75-minute class periods. Some advance planning is necessary. The exercise works best if students have been divided up into an even number of teams of five to seven members, and the instructor has secretly recruited a positive or negative member for each team in advance of class.
TIMING
The exercise itself uses two short periods, each about 10 to 15 minutes long. The first is for the students to draw their group pictures (Step 3 below). The second period is to sort the pictures (Step 5 below). Additional time is needed to debrief.
PARTICIPANTS
A minimum of two groups of five to seven participants. Results are better with four or more groups. An even number of groups is required.
MATERIALS
Poster boards about 22" × 14" or larger, suitable drawing supplies, and a flat drawing surface for each group. A box of eight crayons is recommended as best.
STUDENT PREPARATION
Students, other than those recruited for positive or negative roles, need no formal preparation before the class.
INSTRUCTOR PREPARATION
Prior to the day of the exercise, instructors should divide the class into groups, secretly identify one individual in each group who will assume either the positive or the negative input during the exercise, and discreetly inform the selected member of his or her role some time prior to conducting the exercise. (Note: Use only one positive or one negative student per group, and class members should not be aware of this person's special role. Directions for positive and negative group members, additional preparation, and other issues for the instructor are provided below.)
Running the Exercise
1. Have all participants sit with their assigned groups. 2. Provide poster board and supplies. 3. Instruct the groups: "Your objective is to produce a drawing of a farm scene using only the materials provided." Do not tell the groups how long they have. If queried by students, simply encourage them to work as efficiently and effectively as they can on their drawing. 4. Allow approximately 10 minutes for the task. Monitor group discussions to make sure the positive and negative participants are playing their role. 5. After 10 minutes has elapsed, display all the drawings to the class. Posting them on the wall works well. Instruct the class to "separate the drawings into two equal groups that 'go together.'" Do not provide any additional guidance or criteria for sorting the pictures. If there are four groups, for example, you should have two piles with two drawings in each pile that the students thought "went together." Without being told, students will almost invariably sort the pictures so that you will have a pile of pictures created by the positive environment groups and another from the negative groups. Students will be surprised by this result, and it forms the basis for debriefing the exercise. 6. Lead a discussion of student reasons for dividing the drawings as they did. Useful questions might include "Why do you think these drawings 'go together'? Why are these similar? How are these different?" Students may initially respond by saying that some drawings are "better" than others. Follow up and get students to articulate the criteria they used in sorting. Students will generally respond to these follow-up questions by describing things such as number of colors used, boldness of lines, levels of activity illustrated, and so on. 7. Move discussion next to the process level. Ask the class to describe their groups during the drawing portion of the exercise with questions like "What was the biggest challenge you had while drawing your picture? Why did you put so much (or so little) effort into this part of your drawing?" 8. Reveal the positive or negative role played by the person designated in each group. Note: It is especially important to reveal that you designated the roles to these people to avoid any stigma being attached from their teammates. Continue the discussion, focusing on how the input from these designated individuals affected "creativity" and group effectiveness with questions like "When X criticized the activity, how did you react? When X told you your drawing looked good, how did that influence your attitude toward the task? What did you do to overcome the negativity from X?" And so on. Be sure to ask students to draw links between how the group overcame the negative input or used the positive comments based on skills and understandings already discussed in previous classes.
Outcomes
Response to this exercise has been uniformly positive. Students report greater awareness of and appreciation for the importance of their task environments. Students see the power of techniques covered in earlier classes, especially things like monitoring team members, handling conflict, energizing a team with humor, or taking a time-out. Many note that they are currently involved in groups with similar issues, and that the exercise will help. Especially gratifying are successful alumni who have described more self-confidence and skills to overcome negativity in teams (e.g., Nguyen, 2003) later in their lives resulting from this activity.
There are many possible follow-ups to this activity. One asks students to identify their teams in other classes, classify the environment of each as positive or negative, and ask how they can now view these environments differently. This can include having students write out a short action plan with steps on how to handle negative individuals or environments and on how they themselves will be more positive. Students can work in pairs to formulate their action plans, pairing one student from a negative group and one from a positive group.
Conclusion
This exercise successfully motivates discussions on how susceptible the students are to the opinions of others and on the positive or negative environments that result. Given the subjective nature of evaluating pictures, students are surprised to find that pictures created by groups with a designated positive or negative member consistently "go together." After initial periods of denial or attempts to blame the professor for the differences, students begin to appreciate the power of positive or negative behavior and the result on team performance. Students reflect on how they attempted to overcome negativity and how they might create more positive environments for their teams in the future. It also provides opportunity to reinforce the applicability and use of team and creativity enhancing skills.
Appendix A Instructions for Positive and Negative Group Members Instructions for Positive Group Member
Your role is to be as positive as you can from the moment your group gets its instructions. Make comments like "This looks like fun! We ought to be good at this!" and similar supportive statements. As the exercise progresses, continue giving people lots of positive feedback, for example, "Good picture of a chicken, that's a good idea," and similar comments. If anyone is negative in the group, encourage them, and continue to be positive about the exercise and the group.
Instructions for Negative Group Member
Your role is to be as negative as you can from the moment your group gets its instructions. Make comments like "This looks like another boring team thing!" or "Why does (instructor's name) always have us doing these meaningless tasks!" and similar statements. As the exercise progresses, continue offering lots of negative comments. Please do not be brutal, sarcastic, or cruel, merely negative-"What's that supposed to be?" or "Boy, not a very good drawing!" or "Why do we need to put that in the picture?" are typical examples. If anyone is really positive about the exercise, discourage him or her. Again, be careful not to be brutal or overly personal in your comments.
Appendix B Supplemental Teaching Note-Instructor Preparation
These teaching notes describe additional approaches, advice, and challenges in using this exercise.
Forming groups and assigning roles:
The instructor needs to eliminate as many possible "excuses" for the sorting outcome so that discussion can focus on issues of group climate and environment. Therefore, pay attention to how the positive or negative person in each group is chosen. Try not to choose people who already have a reputation in the class one way or the other, and balance the roles across gender. For example, in a class with four groups have one male and one female in the positive role and one male and one female in the negative role.
A good technique to form the groups is to ask the class to "count off." This way no one can suggest that you put all the people who could draw in a particular group. After you form the groups, you can quietly ask one person from each group to stay after class and give each of them a copy of their role description. Try to do this so that there is a break of several days before the exercise is run to downplay the significance. Even though some people in the class will remember the people being asked to stay after class, experience has shown that this has not changed the outcome of the exercise.
A farm scene has been used in this exercise. However, because students judge the drawings, we do not expect it would matter what scene is requested as long as all students are familiar with what it looks like.
Materials: Avoid the use of "magic markers" and other devices of that sort. A box of eight crayons (cheap and contains all the colors they will need) works best. Colored pencils are a distant second. This is for a couple of reasons. First, crayons allow negative role players to make comments about kindergarten and elementary school. Second, markers produce a consistent dark line, while the line quality varies dramatically with crayons or pencils. This is important. Groups with negative members tend to draw with tentative lines (not bold or clearly defined). Conversely, positive groups tend to produce drawings that are dark, bold, and confident. These results are difficult to distinguish with markers.
Exercise outcomes: As discussed, students will almost always put all the drawings done by groups with a "positive" member in one pile, and "negative" in another. "Positive" scenes will be more fully realized drawings: contain more objects, more action. Animals may be "talking." Almost without exception, a sun will be in the sky. In the negative groups, lines will be light, tentative, and poorly done, and there is almost never a sun.
Occasionally one drawing will get put in the opposite pile. Because the number of groups is even and instructors must insist that the piles be equal in size, the class may have to move a "positive" drawing to the "negative" pile. This happened to the first author in one run of this activity, and the class agonized over which drawing to move out of the positive pile. This is typical. In general, about 10% of the drawings will be misplaced. This happens when the person designated negative does not act his or her role strongly enough. On another occasion, a double major in art and management was assigned to a negative group. He simply ignored the negative input (and the rest of the group) and did the drawing himself.
It is important to remember that even when results run contrary to expectations, there are still opportunities for discussion of issues such as "Why didn't the negative person have more influence on the group?" In the case of the double art and management major, class discussion focused on lack of group input in the work, and factors such as self-confidence, professionalism, and known expertise in overcoming a negative environment.
Finally, to test the robustness of the results, instructors from both the Art and Management Departments were asked to look at the drawings with the same instructions. Each group sorted them along the same positive or negative dimension. In addition, we asked a group of participants at the Eastern Academy of Management (EAM) to critique the set of 12 drawings from a current class. Although they did not actually sort the drawings, the EAM participants had no problem identifying clear distinctions between the two kinds of drawings and critiqued them along the same positive-negative dimensions.
Debriefing: In debriefing, instructors will want to be aware of the fact that students typically do not want to believe that they were influenced by one person in the group. They will want to blame the instructor. This is why it is important not to provide criteria or any facilitation during the sorting phase. Let the class sort and explain what makes the drawings different, or similar, or one drawing better than another.
In addition, when discussing the impact of negative influences on the group (Step 7), it is helpful to draw out the experiences of the one or more people in the negative groups who invariably chose to "opt out" of the exercise: that is, take "on the job retirement" (OJR) and simply quit trying when confronted with negative comments. Those students usually cite negativity as their reason for not participating. Discussion lets them examine how they could handle a negative person, or help keep the group on track. If the negative person has played his or her role well, the group may not even realize that the person was being negative. Members from those groups frequently talk about how to recognize that someone is subtly hurting the group or creating an unproductive work environment.
Possible problems: Possible problems include when one of the "negative" role players goes overboard in creating a negative environment. Prevent this by clearly briefing the negative players about their role and reinforcing not getting personal or nasty. Still, people can become upset. One reason for limiting the drawing time is to limit the exposure to negative comments. Also monitor the groups closely and intervene rather than let someone produce hurt feelings or permanent damage to relationships. Emphasizing that the instructor asked the person to be negative helps sort out these kinds of issues in the debriefing.
Another concern is use of a confederate in the different groups. This can cause students to start looking for "tricks" in future class activities. This is another reason not to provide direction in sorting the pictures. Instructors want to honestly say that their intervention was in the setup of the exercise, not the results or outcomes.
Finally, as with any experiential exercise, there is a possibility that the exercise will raise old, repressed memories, and that people may react emotionally. We have had few problems with this. On one occasion, however, a student approached the instructor after class and talked for a long time about how negative her father had always been and how the exercise brought that back. Although instructors must use their discretion with how to handle students, in this case, simply listening and letting the student talk freely resulted in her feeling more confident about herself and her abilities.
